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Abstract 
Motivating employees to contribute knowledge has been a daunting challenge in 
knowledge management. This study examines how job design influences employees’ 
knowledge contribution to electronic repositories. Based on Warr’s Vitamin Model, we 
posit that the job autonomy, skill variety, task feedback, task identity, and task 
significance aspects of job design influence employees’ knowledge contribution to 
electronic repositories through shaping their affective commitment. Results from a 
survey of 163 professionals indicate that while job autonomy and task significance have 
positive linear effects, skill variety and task identity have curvilinear effects such that 
increasing their levels initially improves employees’ affective commitment but at very 
high levels they have negative impacts. This study contributes to theoretical 
development by identifying the differential effects of various aspects of job design. The 
findings suggest that managers should be mindful of the double-edged quality of some 
job characteristics in promoting employees’ knowledge contribution to electronic 
repositories. 
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Introduction 
Electronic knowledge repositories have an important role in facilitating the efficient capturing and 
dissemination of knowledge in organizations’ knowledge management initiatives (Argote and Miron-
Spektor 2011). They serve as a supra-individual base of organizations’ memory that can be reused and 
further developed through learning to improve organizational performance. It is therefore vital for 
organizations to effectively manage their knowledge repositories. It is widely recognized that the success 
of a knowledge repository depends heavily on employees’ willingness to contribute their knowledge since 
effective knowledge dissemination and reuse cannot occur if employees do not actively provide content 
(Kankanhalli et al. 2005). Hence, many studies have examined knowledge contribution and identified 
various antecedents, including cost and benefit considerations, contributor’s characteristics, social and 
cultural factors, and system characteristics (e.g., He and Wei 2009; Kankanhalli et al. 2005; Muller et al. 
2005; Watson and Hewett 2006). Research on intra-organizational knowledge contribution in more 
general settings (i.e., not restricted to electronic knowledge repositories) has also provided some insights. 
Other than the antecedents mentioned earlier, it highlighted that job-related factors such as job design 
and organizational commitment (e.g., Foss et al. 2009; Lin 2007) may also be important. However, the 
effects of these job-related factors on knowledge contribution to electronic repositories remain largely 
unknown.  
Knowledge contribution to electronic repositories is different from other forms of knowledge contribution 
in that the contributor may not always have information about the beneficiaries of their contribution and 
their contributions may become available to both intended and unintended readers once posted. There 
are often little tangible incentives for the contributors and the beneficiaries have the option of not 
providing feedback or transmitting social cues (e.g., gratitude) even if they benefited from the 
contribution (Peddibhotla and Subramani 2007). However, employees who contribute to electronic 
repositories appear to expend their time and effort despite these peculiarities. This suggests that factors 
beyond rational cost and benefit evaluations may significantly motivate knowledge contribution to 
electronic repositories. Similarly, King and Marks (2008) note that the rational view may not account for 
the variation in contributions to a knowledge management system. Employees’ knowledge contribution to 
electronic repositories may be largely a pro-social organizational behavior (Jarvenpaa and Staples 2001) 
which is more strongly engendered by affective commitment (O'Reilly III and Chatman 1986). 
Recognizing the lack of empirical studies on the effect of affective commitment on knowledge contribution 
to electronic repositories and considering its potential significance in the context, one of the objectives of 
this study is to examine the role of affective commitment. 
As mentioned earlier, job design has been found to influence intra-organizational knowledge contribution 
(e.g., Gagné 2009; Hislop 2003). In organizational research, job design has also been found to be an 
important determinant of employees’ affective commitment (Dunham et al. 1994). Many studies have 
demonstrated that enriching job design by increasing job autonomy, skill variety, task feedback, task 
identity, and task significance (Hackman and Oldham 1976) improves employees’ affective commitment 
(e.g., Dunham et al. 1994). Nevertheless, there is also increasing evidence that at very high levels, these 
aspects of job design may over stimulate employees and weaken their affective wellbeing (Johns 2010; 
Warr 1994; Xie and Johns 1995). To understand this phenomenon, Warr (1994) draws on the analogy of 
vitamin consumption to propose a model of work and affective wellbeing. It is posited that certain job 
characteristics have an ∩-shaped effect on affective wellbeing, just as the overdose of certain vitamins 
have detrimental effects on health. In essence, the model emphasizes that job design has the best effect 
when it is done in moderation. Despite the intuitive appeal of the idea, there is a paucity of empirical 
studies on the curvilinear effect of job design in information systems (Morris and Venkatesh 2010) and 
knowledge management research. To date, there is yet any published study applying Warr’s model to 
understand the relationship between job design and employees’ knowledge contribution. This study seeks 
to address this gap.  
Overall, this study attempts to address the research question of “how do affective commitment and job 
design influence employees’ knowledge contribution to electronic repositories?” Based on Warr’s (1994) 
model and prior research on human resource management and knowledge management, we examine 
whether job design influences employees’ knowledge contribution to electronic repositories through its 
linear and curvilinear effects on affective commitment. As will be detailed later, findings based on a 
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survey of 163 employees working in knowledge-intensive professions indicate that affective commitment 
fully mediates the effect of job design on knowledge contribution. Among the job characteristics, skill 
variety and task identity have significant ∩-shaped effects on affective commitment while job autonomy 
and task significance have positive linear effects. This study contributes to theoretical development by 
shedding light on the differential effects of various aspects of job design and providing initial empirical 
evidence for the mechanism through which job design influences knowledge contribution to electronic 
repositories. The findings also highlight that job design, though more amenable to purposeful 
management in practice, needs to be carried out carefully as it can backfire and hamper employees’ 
willingness to contribute knowledge. 
Conceptual Background 
Research on Knowledge Contribution to Electronic Repositories 
Since the topic of interest of this study is employees’ knowledge contribution to electronic repositories, we 
reviewed prior studies on the topic to identify gaps in existing research. The review sought to identify 
factors that had been hypothesized to influence individuals’ knowledge contribution to electronic 
repositories and their observed effects (i.e., whether each factor was found to have positive, negative, 
interaction, or insignificant effect). Based on the suggestions of Webster and Watson (2002)  for 
conducting literature review, the factors identified were categorized conceptually into five categories: 1) 
benefits of knowledge contribution, 2) costs of knowledge contribution, 3) contributor’s characteristics, 4) 
social and cultural factors, and 5) system’s characteristics (see Table 1). The factors were also organized 
based on whether their observed effects. Each category of factors will be briefly explained next. 
Benefits may motivate employees to contribute knowledge to repositories intrinsically or extrinsically. 
Benefits that have been found to have significant effect include enjoyment in helping others (He and Wei 
2009; Kankanhalli et al. 2005), opportunity for advancement (Watson and Hewett 2006), and 
organizational reward/incentive (Kankanhalli et al. 2005; Muller et al. 2005). Costs may incur in the form 
of opportunity costs (e.g., time and effort required to codify and input knowledge) and actual loss of 
resources (e.g., loss of power and unique value) (Kankanhalli et al. 2005). Contributor’s characteristics 
such as knowledge self-efficacy (Kankanhalli et al. 2005) and job tenure (Watson and Hewett 2006) also 
have significant influence on knowledge contribution. Employees are likely to contribute knowledge when 
they believe that their knowledge and accumulated experience can help to solve job-related problems, 
improve work efficiency, or make a difference to their organization (Kankanhalli et al. 2005).  
Beyond the consideration of costs and benefits to oneself and one’s efficacy to contribute knowledge, 
social and cultural factors shape the context of knowledge contribution and have been shown to have 
significant effects. For example, social constituents such as managers and supervisors influence 
employees’ belief of whether one is expected to contribute knowledge to electronic repositories (He and 
Wei 2009; King and Marks 2008). With regard to culture, employees working in organizations with larger 
power distance have been found to be more likely to contribute knowledge to repositories because in such 
organizations power distribution is more fixed and knowledge hoarding is less likely to increase power 
(Muller et al. 2005). On the contrary, social and cultural factors such as identification, image, reciprocity 
(Kankanhalli et al. 2005), individualism, and uncertainty avoidance (Muller et al. 2005) have been shown 
to have insignificant effect.  
System characteristics also constitute an important category of factors influencing employees’ knowledge 
contribution to electronic repositories. Prior studies have shown that a repository’s knowledge validation 
process transparency (i.e., whether the process is well-documented, detailed, and standardized) 
(Durcikova and Gray 2009), ease of use, and usefulness (King and Marks 2008) facilitate knowledge 
contribution. On the other hand, a system with restrictive knowledge validation process is more likely to 
reject knowledge contributions that do not meet its requirements and may discourage employees to 
expend effort to contribute again in future (Durcikova and Gray 2009). 
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Table 1. Review of Factors Influencing Individuals’ Knowledge Contribution to Electronic Repositories 
Observed Effect  
Category 
Positive 
Effect 
Negative 
Effect 
Insignificant 
Effect 
Interaction 
Effect 
Benefits of Knowledge 
Contribution 
- Advancement (Watson and 
Hewett 2006) 
- Enjoyment in helping others (He 
and Wei 2009; Kankanhalli et al. 
2005) 
- Organizational reward/incentive 
(Kankanhalli et al. 2005; Muller 
et al. 2005) 
None None 
Costs of Knowledge 
Contribution 
None - Contribution effort (He and 
Wei 2009) 
- Codification effort (He and 
Wei 2009; Kankanhalli et al. 
2005) 
- Loss of knowledge power 
(Kankanhalli et al. 2005) 
Contributor’s 
Characteristics 
- Knowledge self-efficacy 
(Kankanhalli et al. 2005) 
- Tenure (Watson and Hewett 
2006) 
None None 
Social and Cultural 
Factors 
- Management influence (He and 
Wei 2009) 
- Supervisory control (King and 
Marks 2008) 
- Organization support (King and 
Marks 2008) 
- Social relationship (trust, norm, 
and tie strength) (He and Wei 
2009) 
- Power distance (Muller et al. 
2005) 
None - Generalized trust 
(Kankanhalli et al. 2005) 
- Identification (Kankanhalli et 
al. 2005) 
- Image (Kankanhalli et al. 
2005) 
- Pro-sharing norms 
(Kankanhalli et al. 2005) 
- Reciprocity (Kankanhalli et 
al. 2005) 
- Individualism (Muller et al. 
2005) 
- Uncertainty avoidance 
(Muller et al. 2005) 
System’s Characteristics - Perceived validation process 
transparency (Durcikova and 
Gray 2009) 
- System ease of use (King and 
Marks 2008) 
- System usefulness (King and 
Marks 2008) 
- Perceived validation process 
restrictiveness (Durcikova 
and Gray 2009) 
- Perceived validation process 
duration (Durcikova and 
Gray 2009) 
- Codification 
effort*Generalized trust 
(Kankanhalli et al. 2005) 
- Organizational 
reward*Identification 
(Kankanhalli et al. 2005) 
- Reciprocity*Pro-sharing 
norms (Kankanhalli et al. 
2005) 
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From the review, we observed that prior research on knowledge contribution to electronic repositories has 
not examined the effects of job design. Studies that conceptualized knowledge contribution more 
generally (i.e., intra-organizational knowledge contribution through any means such as face-to-face 
meetings, reports, phone calls) have begun to find that job design may have an important role in 
knowledge contribution. For example, Foss et al. (2009) found that job autonomy, task identity, and task 
feedback significantly influences employees’ sending of knowledge to colleagues. It is necessary to 
ascertain job design’s effect in the context of knowledge repository because findings related to intra-
organizational knowledge contribution are not always generalizable to knowledge contribution to 
electronic repositories. For example, extrinsic rewards have been found to have negative influence on 
employees’ intention to provide knowledge in more general contexts (Bock et al. 2005) but positive effect 
on knowledge contribution to electronic repositories (Kankanhalli et al. 2005); Enjoyment in helping 
others has been found to have insignificant effect on intra-organizational knowledge contribution (Wasko 
and Faraj 2005) but significant effect on knowledge contribution to electronic repositories (He and Wei 
2009; Kankanhalli et al. 2005). As mentioned earlier, the nature of knowledge contribution to electronic 
repositories has some peculiarities that differentiate it from other forms of knowledge contribution. It is 
therefore interesting to examine whether job design has a significant impact in the context of electronic 
knowledge repositories. The concept of job design will be described next. 
Job Design 
Hackman and Oldham (1976) identified five important aspects of job design that influence employees’ 
knowledge of the results of their work activities, perceived responsibility for the outcomes of their work, 
and perceived meaningfulness of their work. They postulate that an individual experiences positive affect 
to the extent that one “learns (knowledge of results) that he personally (perceived responsibility) has 
performed well on a task that he cares about (perceived meaningfulness)” (p. 255). Specifically, the five 
aspects are job autonomy, skill variety, task feedback, task identity, and task significance.  
Job autonomy refers to the degree to which a job provides substantial freedom, independence, and 
discretion to an individual in scheduling work and determining the procedures for carrying out work 
(Hackman and Oldham 1976). In high-autonomy jobs, job outcome depends more on individual’s efforts, 
initiatives, and decisions rather than on the adequacy of instructions from supervisors or standard 
operating procedures. Therefore, individuals working on jobs with high autonomy are likely to feel a 
stronger responsibility for their job outcomes. Increase in job autonomy has been found to intrinsically 
motivate employees to contribute knowledge (de Vries et al. 2006; Foss et al. 2009). 
Skill variety refers to the degree to which a job requires a variety of different activities in carrying out 
work, which involves the use of a number of different skills and talents of an individual (Hackman and 
Oldham 1976). When a job draws upon several skills of an individual, the individual is likely to experience 
the feeling of meaningfulness psychologically. In support, Nair and Vohra (2010) found that knowledge 
workers who perceive their job to lack skill variety are likely to feel alienated and are less likely to put 
effort into work or care about events at their workplace. de Vries et al. (2006) found that the level of 
variation in work is positively related to an employee’s contribution of knowledge. 
Task feedback refers to the degree to which carrying out the work activities required by a job results in an 
individual obtaining direct and clear information about the effectiveness of his or her performance 
(Hackman and Oldham 1976). Receiving feedback on one’s performance is a critical element of feeling 
competent and is thus a strong predictor of motivation (Deci et al. 1999). In line with this, Foss et al. 
(2009) found that receiving positive task feedback enhances employees’ motivation which in turn 
increases their intra-organizational knowledge contribution.  
Task identity refers to the degree to which a job requires the completion of a “whole” and identifiable 
piece of work, that is, doing a job from beginning to end with a visible outcome (Hackman and Oldham 
1976). A job with high task identity allows an employee to follow through the main stages to “provide a 
complete unit of service” (Hackman and Oldham 1976, p. 257) instead of just part of it. When employees 
identify with their tasks, they may internalize external demands and expectations and need less external 
contingencies to prompt the desired behavior (Gagné 2009).  
Task significance refers to the degree to which a job has a substantial impact on the lives or work of other 
people, whether within the immediate organization or in the external environment (Hackman and 
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Oldham 1976). A meta analysis has shown that task significance enhances motivation by enabling 
employees to experience their work as more meaningful (Morgeson and Humphrey 2006). This may 
entice employees to contribute knowledge to electronic repositories. In a similar vein, Grant (2011) links 
task significance to pro-social behavior, which refers to the act of freely giving one’s time, knowledge, or 
skills for the benefit of other people, groups, or causes. This suggests that increase in task significance is 
likely to encourage knowledge contribution. 
In general, prior research has predominantly focused on assessing the direct and positive effect of an 
enriched job design (i.e., job characterized by high job autonomy, skill variety, task feedback, task 
identity, and task significance) and assumed that the more enriched a job is, the more the employee will 
be motivated to contribute knowledge (e.g., Foss et al. 2009). However, human resource management 
researchers have recognized that an excessively enriched job design may have counter effects on 
employees’ psychological state (Champoux 1980; Johns 2010; Xie and Johns 1995). This suggests that 
enriching job design may not be the silver bullet for motivating employees to contribute knowledge. A 
theoretical model explicating the non-linear effects of job design is described next. 
Warr’s Vitamin Model 
Warr’s vitamin model suggests that job design influences employees’ affective wellbeing in a way that is 
analogous to the non-linear effects that vitamins have on people’s physical health (Warr 1994). In general, 
vitamin intake initially improves health (area A in Figure 1) but beyond a particular level of intake no 
further improvement will be observed (area B in Figure 1). Continued intake of vitamins beyond the level 
may produce a constant effect or additional decrement effect (area C in Figure 1). A constant effect occurs 
when health neither improves nor deteriorates. An additional decrement effect occurs when an overdose 
causes decline in health. Accordingly, Warr (1994) suggests that various job characteristics have a 
paradoxical double-edged quality. It is expected that employees’ affective wellbeing initially improves as 
the levels of job autonomy, skill variety, task feedback, task identity, and task significance increase. 
Beyond a certain level, increase in each job characteristic may have either a constant or additional 
decrement effect on affective wellbeing. Based on a study of 1,686 employees, Warr (1994) suggests that 
other than task significance, other job characteristics have an additional decrement effect. The additional 
decrement effect of the job characteristics may be explained by the theory of activation, which states that 
both under- and over- stimulation generate stress (Scott 1966) in the form of emotional exhaustion and 
anxiety (Xie and Johns 1995) that are likely to impact the affective wellbeing of employees. In essence, the 
model emphasizes that a balance in the level of various job characteristics is necessary to maintain 
affective wellbeing and very low or high levels are likely to be dysfunctional. 
 
Figure 1. Warr’s Vitamin Model 
Prior studies have shown some empirical support for the curvilinear effect of job design. For example, 
Champoux (1980) found that job scope (measured as a sum of job autonomy, skill variety, task feedback, 
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task identity, and task significance) has a curvilinear effect on the affective responses of employees 
working in research and development organizations and federal agencies. In a similar vein, Xie and Johns 
(1995) showed that job scope has a U-shaped curvilinear relationship with stress measured in terms of 
emotional exhaustion and anxiety. Although there has been limited research examining the curvilinear 
effect of job design, these findings indicate that the effect of job design may be more complex than 
commonly believed. Information systems researchers have also suggested that it may be fruitful to 
examine the curvilinear effect of job design (e.g., Morris and Venkatesh 2010).  
Affective wellbeing in Warr’s Vitamin Model has been conceptualized in terms of fatigue, job attachment, 
job related-anxiety, job satisfaction, job-related depression, job-related strain, job-related tension, 
occupational burnout, and organizational commitment (De Jonge and Schaufeli 1998). Among them, job 
satisfaction and organizational commitment have been found to influence employees’ intra-organizational 
knowledge contribution directly (e.g., Lin 2007) or indirectly (e.g., de Vries et al. 2006). Although job 
satisfaction and organizational commitment are strongly correlated (Meyer and Allen 1991), they differ 
conceptually (Mowday et al. 1979) and demonstrate discriminant validity (Mathieu and Farr 1991). 
Organizational commitment reflects a general affective response to the employing organization as a whole 
and emphasizes attachment to the organization and its goals and values whereas job satisfaction reflects 
one’s response to specific and tangible aspects of one’s job (Mowday et al. 1979). Therefore, we consider 
organizational commitment to be more suitable for representing affective wellbeing. Further, 
organizational commitment has been shown to be more stable than job satisfaction in that it develops 
slowly but consistently over time while job satisfaction reflects more immediate reactions to specific 
aspects of the work environment and is more transient (Mowday et al. 1979). In line with this, prior 
studies have shown that organizational commitment influences knowledge contribution directly (Lin 
2007) whereas job satisfaction influences knowledge contribution through shaping employees’ attitude 
(de Vries et al. 2006).  
Organizational commitment encompasses the three components of affective, continuance, and normative 
commitment (Meyer and Allen 1991). Affective commitment refers to an employee’s emotional 
attachment to, identification with, and involvement in the organization. Continuance commitment refers 
to an awareness of the costs associated with leaving the organization. Normative commitment reflects a 
feeling of obligation to continue employment. Among them, affective commitment has been found to be a 
strong predictor of employees’ willingness to share knowledge whereas normative and continuance 
commitment do not have significant effects (Meyer and Allen 1991). Employees who want to belong to the 
organization (affective commitment) are likely to exert extra effort to maintain their membership in the 
organization than those who need to belong (continuance commitment) or feel obligated to belong 
(normative commitment). Affective commitment is also more strongly influenced by job characteristics 
whereas continuance commitment is influenced by the costs associated with leaving the organization and 
normative commitment is influenced by the internalization of normative pressures (Meyer and Allen 
1991). Since the focus of this study is on the influence of job design on knowledge contribution to 
electronic repositories, we conceptualize affective wellbeing in Warr’s Vitamin Model in terms of affective 
commitment. 
Research Model and Hypotheses 
The proposed model is presented in Figure 2. Based on Warr’s Vitamin Model, we hypothesize that job 
autonomy, skill variety, task feedback, and task identity have an ∩-shaped relationship with affective 
commitment while task significance is positively related to affective commitment. Affective commitment, 
in turn, is expected to be positively related to employees’ knowledge contribution to electronic 
repositories. The effects of age, education, gender, job position, and organization tenure will be controlled 
for in data analysis. 
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Figure 2. Proposed Research Model 
Job autonomy refers to the degree to which a job provides substantial freedom, independence, and 
discretion to an individual in scheduling work and determining the procedures for carrying out work 
(Hackman and Oldham 1976). Warr’s Vitamin Model suggests that job autonomy has an ∩-shaped 
relationship with affective commitment. That is, employees with low and high job autonomy are likely to 
have less affective commitment than employees with moderate job autonomy. Jobs with low autonomy 
often require the performer to follow rigid rules and procedures rather than using their own judgments at 
work. They also do not have the flexibility to structure work according to their circumstances and 
preferences. These suggest that jobs with low autonomy offer little personal control. Personal control 
refers to the amount of control that individuals believe they have over their environment to make it less 
threatening or more rewarding (Ganster and Fusilier 1989). It is a basic human need that has been shown 
to have strong effect on wellbeing (Sels et al. 2004). Employees working on jobs with low autonomy are 
likely to feel that their personal judgment and initiative are suppressed and they have little personal 
control. This may evoke opposition and resistance and lead employees to form negative attitudes (Naus et 
al. 2007). Although increasing job autonomy has been found to improve affective commitment effect (e.g., 
Ahuja et al. 2007), the improvement may not be monotonous. Jobs with high autonomy are unstructured 
and employees often need to make many decisions regarding how their work is carried out. Research on 
empowerment suggests that this may result in feelings of high uncertainty (Menon 1995) and causes 
stress (Honold 1997). Accordingly, we hypothesize that: 
H1: When the level of job autonomy is low or high, employees’ affective commitment is lower than when 
job autonomy is moderate. 
Skill variety is defined as the degree to which a job requires a variety of different activities in carrying out 
work, which involves the use of a number of different skills and talents of an individual (Hackman and 
Oldham 1976). According to Warr’s Vitamin Model, skill variety has an ∩-shaped relationship with 
affective commitment. A job that has very low skill variety is likely to be less stimulating and may result in 
boredom. For example, Fullagar and Kelloway (2009) suggest that if an activity does not challenge an 
individual’s skills then one is likely to feel bored. Wiesner et al. (2005) found that employees working on 
jobs with low skill variety are likely to feel depressed. Therefore, they are unlikely to develop strong 
affective commitment for their organization. It has been observed that enhancing skill variety through 
means such as job rotation improves employees’ affective commitment (Humphrey et al. 2007). However, 
very high skill variety may deplete employees’ mental resources and lead to mental overload and increase 
job pressure (Chen and Chiu 2009; Xie and Johns 1995). Such mental strain is likely to result in low 
affective commitment. Therefore, we hypothesize that: 
H2: When the level of skill variety is low or high, employees’ affective commitment is lower than when 
skill variety is moderate. 
Task feedback refers to the degree to which carrying out the work activities required by a job results in an 
individual obtaining direct and clear information about the effectiveness of his or her performance 
(Hackman and Oldham 1976). Coworkers, customers, supervisors, and the work activity itself may 
provide feedback about one’s job. Feedback may also be generated by comparing available performance 
information with job description and goals. Warr (1994) suggests that task feedback has an ∩-shaped 
relationship with affective commitment. A lack of feedback may cause employees to feel confused about 
their performance and increasing feedback tend to reduce feelings of uncertainty and ambiguity (Rosen et 
al. 2006). Feedback may increase affective commitment through enhancing the perceived meaningfulness 
of a job. Research has shown that pursuing meaning is an important goal in one’s life (Ryan and Deci 
2001) as experiencing meaning can promote wellbeing (King and Napa 1998). Humphrey et al. (2007) 
H6 (+)Affective 
Commitment 
Knowledge Contribution 
to Electronic Repositories
Job Characteristics 
- Job autonomy (H1, ∩) 
- Skill variety (H2, ∩) 
- Task feedback (H3, ∩) 
- Task identity (H4, ∩) 
- Task significance (H5, +) 
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suggests that feedback provides a chance for employees to learn about their performance and proximity to 
their goal. If employees believe that they are on the way towards goal accomplishment, they are likely to 
experience greater meaningfulness in their job. If employees learn that they are not moving towards goal 
accomplishment, having the ability to change their behavior and reduce discrepancies between current 
and target performance will allow them to find different paths toward goal accomplishment. In support, it 
has been shown that employees working in a supportive environment that provides reliable and high-
quality feedback are likely to develop stronger affective commitment (Norris-Watts and Levy 2004). 
However, too much feedback may have negative effects. Deci (1972) suggests that too much negative 
feedback can threaten an employees’ sense of competence and self determination whereas too much 
positive feedback can cause an employee to feel ingratiated. Therefore, we hypothesize that: 
H3: When the level of task feedback is low or high, employees’ affective commitment is lower than when 
task feedback is moderate. 
Task identity refers to the degree to which a job requires the completion of a “whole” and identifiable 
piece of work (Hackman and Oldham 1976). It is expected to have an ∩-shaped relationship with affective 
commitment (Warr 1994). Pedrini et al. (2009) found that employees working in jobs with low task 
identity feel that they lack personal accomplishment. Feelings of boredom and meaninglessness are also 
prevalent among employees working in jobs with low task identity (Gemmill and Oakley 1992). Therefore, 
we expect the level of affective commitment to be low when task identity is low. Increasing task identity 
has been found to improve the situation (Dunham et al. 1994). However, when task identity is very high, 
employees are likely to feel solely accountable for the results of their work and this may result in stress 
and negatively impact affective commitment. In support, Lin and Hsieh (2002) found that task identity 
has an ∩-shaped relationship with organizational (measured as affective) commitment. Based on these, 
we hypothesize that: 
H4: When the level of task identity is low or high, employees’ affective commitment is lower than when 
task identity is moderate. 
Task significance refers to the degree to which a job has a substantial impact on the lives or work of other 
people, whether within the immediate organization or in the external environment (Hackman and 
Oldham 1976). Unlike other job characteristics, task significance is expected to have a constant effect (De 
Jonge and Schaufeli 1998; Warr 1994). That is, increase in task significance will improve affective 
commitment until a plateau is reached and further increase in task significance will neither improve nor 
weaken affective commitment. Prior studies have shown that employees working in jobs with high task 
significance believe that their actions benefit others (social impact) and are valued by others (social 
worth) (Grant 2008). Such employees are likely to develop positive affective commitment towards their 
organization that has provided them with the legitimacy to do so. Their affective commitment may also 
improve as a result of experiencing the meaningfulness of their job. In line with these, Thatcher et al. 
(2002) found that task significance is positively related to organizational (measured as affective) 
commitment. Accordingly, we hypothesize that: 
H5: Task significance is positively related to employees’ affective commitment. 
By definition, employees with high affective commitment have strong emotional attachment to, 
identification with, and involvement in their organization (Meyer and Allen 1991). Prior studies have 
shown that affective commitment motivates employees to contribute to their organizations’ development 
by engaging in organization citizenship behavior (e.g., Paré and Tremblay 2007), which are voluntary 
behaviors that are neither part of an employee’s role requirements nor formally rewarded by the 
organization (Organ and Ryan 1995). Specifically, affective commitment has been found to be a strong 
predictor of compliance behavior in a meta analysis (Organ and Ryan 1995). Compliance behavior refers 
to a class of organization citizenship behaviors aimed broadly towards doing things that are ‘right and 
proper’ for the sake of a whole system rather than for a specific person. Knowledge contribution to 
electronic repositories is largely a compliance behavior as the contributor’s personally-held knowledge 
becomes a “public good” that may be used by anyone having access to the repositories (King and Marks 
2008). On the other hand, some researchers suggest that instead of motivating employees to engage in 
activities beyond the call of duty, employees with strong affective commitment tend to define their job 
obligations in a broad and flexible manner to include activities not formally prescribed in job descriptions 
(e.g., Morrison 1994). Although these views differ on how affective commitment influences employees’ 
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definition of roles, they both underline the potential significance of affective commitment on knowledge 
contribution. While there is a lack of direct evidence on the effect of affective commitment on knowledge 
contribution to electronic repositories, there is some indication that the effect may be salient. For example,  
Lin (2007) found that organizational commitment (measured in terms of affective commitment) is 
positively related to employees’ sharing of job experience, expertise, ideas, and tips with co-workers. 
Matzler et al. (2011) found that affective commitment influences the documentation of knowledge in 
written form.  
H6: Employees’ affective commitment is positively related to their knowledge contribution to electronic 
repositories. 
As discussed thus far, we expect that various aspects of job design influence employees’ affective 
commitment, which in turn influences their knowledge contribution to electronic repositories. Further, 
we also hypothesize that affective commitment fully mediates the effect of job design on knowledge 
contribution because job design is a characteristic that is external to an individual. It is therefore unlikely 
to change behavior without impacting attitudes. This is in line with the theory of planned behavior, which 
posits that external variables influence behavior through shaping attitudes (Fishbein and Ajzen 1975). In 
support, Chen and Chiu (2009) found that the effects of job autonomy, task identity, and task significance 
on organizational citizenship behavior are mediated by their involvement in the organization (which is an 
aspect of affective commitment). Accordingly, we hypothesize that: 
The effects of job autonomy (H6a), skill variety (H6b), task feedback (H6c), task identity (H6d), and 
task significance (H6e) on employees’ knowledge contribution to electronic repositories are fully 
mediated by affective commitment. 
Research Method 
Data for assessing the proposed model was collected in a survey. The development of the survey 
instrument and collection of data are described next. 
Construct Operationalization 
All constructs were measured with items validated in prior studies. Instead of asking respondents to 
indicate whether they agree or disagree with a positively phrased sentence, we reworded all items 
measuring job characteristics to the question form in order to capture both very low and very high levels 
of job characteristics. To ensure consistency, we also reworded items measuring affective commitment 
and knowledge contribution to electronic repositories to the question form. Further, we eliminated 
adjectives (e.g., “considerable” in “considerable opportunity for independence”) whenever appropriate to 
ensure that the items read neutral. All constructs were measured with reflective indicators, where all 
items are affected by an underlying latent construct and adding or dropping an item should not alter the 
conceptual domain of the construct (Jarvis et al. 2003).  
Job autonomy, skill variety, task feedback, task identity, and task significance were measured with items 
validated by Morris and Venkatesh (2010), which was adapted from Hackman and Oldham’s (1975) job 
diagnostic survey. Hackman and Oldham’s (1975) job diagnostic survey is the most commonly used job 
design measure (Morgeson and Humphrey 2006). Morris and Venkatesh (2010) modified the original 
version by removing reverse-coded items to improve reliability and validity. The resultant scales 
demonstrated satisfactory reliability and validity in their study. Affective commitment was assessed with 
items adapted from the scale of affective organizational commitment validated by Rhoades et al. (2001). 
Items measuring knowledge contribution to electronic repositories were adapted from the scale of 
knowledge sharing behavior validated by Hsu et al. (2007) and the scale of electronic knowledge 
repository usage validated by Kankanhalli et al. (2005). All constructs were assessed with at least three 
items, each measured with a seven-point Likert scale. Most of the scales were anchored by “not at all” – 
“moderate” – “to a very great extent”. All items are listed in Table 2. 
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Table 2. Survey Instrument 
Job Autonomy (adapted from Morris and Venkatesh 2010): To what extent… 
- JA1: …does your job have autonomy? Having autonomy means that you are allowed to decide on your own how 
to go about doing the work. 
- JA2: ...does your job give you opportunity for independence and freedom in how you do the work? 
- JA3: ...does your job give you chances to use your personal initiative and judgment in carrying out the work? 
Skill Variety (adapted from Morris and Venkatesh 2010): To what extent… 
- SV1: ...does your job have variety? Having variety means you are required to do many different things at work, 
using a variety of your skills and talents. 
- SV2: ...does your job require you to use a number of complex or high-level skills? 
- SV3: ...is your job complex and non-repetitive? 
Task Identity (adapted from Morris and Venkatesh 2010): To what extent… 
- TI1: ...does your job involve doing a whole and identifiable piece of work? A whole and identifiable piece of work 
means a complete piece of work that has an obvious beginning and end rather than only a small part of the 
overall piece of work. 
- TI2: ...does your job provide you the chance to completely finish the pieces of work you begin? 
- TI3: ...is your job arranged so that you can do an entire piece of work from beginning to end? 
Task Significance (adapted from Morris and Venkatesh 2010): To what extent… 
- TS1: ...is your job significant in general? A significant job means that the results of your work are likely to 
significantly affect the lives or wellbeing of other people. 
- TS2: ...is your job one where a lot of other people can be affected by how well the work gets done? 
- TS3: ...is your job significant and important in the broader scheme of things? 
Affective Commitment (adapted from Rhoades et al. 2001): To what extent… 
- AF1: …would you be happy to work at your organization until you retire? 
- AF2: …do you feel that the problems faced by your organization are also your problems? 
- AF3: …do you feel a sense of belonging to your organization? 
- AF4: …do you feel personally attached to your organization? 
- AF5: …does working at your organization have a great deal of personal meaning to you? 
- AF6: …are you proud to tell others that you work at your organization? 
Knowledge Contribution to Electronic Repositories (adapted from Hsu et al. 2007 and Kankanhalli et al. 2005) 
- KC1: How often do you contribute work-related knowledge to your organization’s electronic knowledge 
repositories? (Never- Sometimes-Always)  
- KC2: How much time do you spend contributing work-related knowledge to your organization’s electronic 
knowledge repositories? (Very little – Some – Very much)  
- KC3: To what extent do you involve yourself in discussion of various topics rather than specific topics on your 
organization’s electronic knowledge repositories?  
* All items were measured with seven-point Likert scale anchored by “not at all” – “moderate” – “to a very great 
extent” unless otherwise indicated in italic parentheses. 
Data Collection 
The target population of this study is employees working in organizations that have implemented 
electronic knowledge repositories, especially those involved in knowledge-intensive professional work. To 
generate a suitable sample, we randomly selected 600 professionals working as doctors, engineers, and 
lawyers from several directories of certified professionals in Singapore. We contacted them by mail and 
invited those working in organizations that have implemented electronic knowledge repositories to 
complete a web-based survey. We received a total of 163 complete responses, representing a response rate 
of 27.1 percent. 
Most of the respondents were employed as engineers (67 respondents, 41.1 percent), followed by lawyers 
(55 respondents, 33.7 percent) and doctors (41 respondents, 25.2 percent). The sample comprised of 80.4 
percent males (131 respondents) and 19.6 percent females (32 respondents). Of the respondents, 36.8 
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percent (60 respondents) attained a doctoral degree and the remaining possessed a bachelor or master 
degree. The median age of the respondents was between 35 to 40 years old with average organization 
tenure of 4 years. 
Data Analysis 
Tests of Reliability and Validity 
The survey instrument was tested for reliability, convergent validity, and discriminant validity. Reliability 
of each construct was assessed with Cronbach’s alpha coefficient (see Table 3). All constructs achieved 
scores above the recommended 0.70 (Hair et al. 2009). Convergent validity was assessed by examining 
composite reliability and average variance extracted (AVE) by each construct (see Table 3). All composite 
reliabilities and AVEs were above the recommended level of 0.70 (Hair et al. 2009), indicating that the 
convergent validity of the instrument was satisfactory.  
 Table 3. Reliability, Validity, and Distribution Statistics 
 Construct Mean Standard 
Deviation 
Cronbach’s 
Alpha 
Composite 
Reliability 
Average Variance 
Extracted 
Job autonomy (JA) 4.86 2.51 0.94 0.96  0.90  
Skill variety (SV) 4.91 2.28 0.86 0.91  0.77  
Task feedback (TF) 3.95 1.32 0.90 0.94  0.83  
Task identity (TI) 4.86 2.43 0.92 0.95  0.86  
Task significance (TS) 4.85 2.38 0.94 0.96  0.89  
Affective commitment (AC) 4.08 2.33 0.93 0.94  0.74  
Knowledge contribution (KC) 3.83 1.91 0.87 0.92  0.80  
Discriminant validity was assessed by factor analysis and comparing construct correlations and square 
root of AVE. Similar to Morris and Venkatesh (2010), we conducted a factor analysis with direct oblimin 
rotation to allow for possibly correlated job design factors. The results indicated that all items loaded 
highly on their stipulated constructs but not highly on other constructs. The correlation matrix (see Table 
4) shows that all the non-diagonal entries (i.e., construct correlation) did not exceed the bold diagonal 
entries (i.e., square root of AVE), indicating that the items of each construct correlated more highly with 
their own items than with items measuring other constructs (Fornell and Larcker 1981). The correlations 
ranged from 0.05 to 0.51, and the highest correlations were between an independent and the dependent 
variable in the proposed model (i.e., affective commitment and knowledge contribution). They therefore 
did not signify problems of multicollinearity, which exists between independent variables. We further 
assessed the extent of multicollinearity by calculating variance inflation factor (VIF). The resultant values 
of VIF ranged from 1.13 to 3.02, which were below the threshold value of 3.33 (Diamantopoulos and 
Winklhofer 2001). This suggests that multicollinearity is unlikely. 
Table 4. Square Root of AVE vs. Correlation 
Construct JA SV TF TI TS AC KC 
Job autonomy 0.95   
Skill variety 0.35 0.88   
Task feedback 0.27 0.30 0.91   
Task identity 0.26 0.28 0.37 0.93   
Task significance 0.19 0.23 0.30 0.30 0.94   
Affective commitment 0.14 0.17 0.29 0.35 0.29 0.86   
Knowledge contribution 0.12 0.05 0.13 0.24 0.24 0.51  0.89  
* Bold diagonal is square root of AVE 
We also assessed the extent of common method bias with Harman’s one-factor test by entering all 
constructs into an unrotated principal components factor analysis. The threat of common method bias is 
high if a single factor accounts for more than 50% of the variance. Our results indicated that none of the 
factors significantly dominated the variance and common method bias was therefore unlikely. 
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Tests of Hypotheses 
To test the linear and curvilinear effects, we conducted hierarchical polynomial regression analysis that 
allows us to assess quadratic instead of linear regression equations. Our hierarchical analysis involved 
three steps. Similar to linear regression, the control variables were entered in the first step, followed by 
the five job characteristics in the next step. In the last step, quadratic terms computed as the square of the 
job characteristics were entered to test for their curvilinear effects. All data were scale centered by 
subtracting the midpoint of the scale from the measured value before creating the quadratic terms to 
reduce multicollinearity between the linear and quadratic terms (Aiken and West 1991). 
Results of hypotheses testing show that skill variety (H2) and task identity (H4) have curvilinear effects 
on affective commitment as expected (see Table 5). Task significance (H5) is positively related to affective 
commitment as hypothesized. Affective commitment, in turn, is positively related employees’ knowledge 
contribution to electronic repositories (i.e., H6 is supported). Contrary to our hypotheses, the curvilinear 
effects of job autonomy (H1) and task feedback (H4) are not significant. The model without curvilinear 
effects explained 32 percent of the variance in affective commitment while the model with curvilinear 
effects explained 41 percent. Affective commitment explained 28% of the variance in knowledge 
contribution.  
Table 5. Tests of Hypotheses 
Dependent Variable: Affective Commitment (AC) 
 Step 1 Step 2 R2=0.32 
Step 3 
R2=0.41 Result 
 Beta T-Value Beta T-Value Beta T-Value
Age 0.11  1.09  0.12  1.24  0.08 1.17  
Education -0.02  -0.26  -0.03  -0.32  0.00  -0.23  
Gender 0.08  0.92  0.04  0.45  0.01  0.76  
Job position 0.13  1.34  0.12  1.39  0.10  1.35  
Organization tenure 0.04  0.40  0.03  0.36  0.03  0.49  
Job autonomy   0.17  1.75* 0.14  1.69* 
Skill variety   0.10  1.07  0.11  1.31  
Task feedback   0.08  1.00  0.07  0.92  
Task identity   0.09  0.96  0.10 0.83  
 
Task significance   0.26  1.98* 0.24 2.02*  H5 is supported 
JA2     -0.10  -0.99  H1 is not supported 
SV2     -0.30  -2.74** H2 is supported 
TF2     -0.09  -1.13  H3 is not supported 
TI2     -0.18  -1.95*  H4 is supported 
TS2     -0.06  -0.56   
Dependent Variable: Knowledge Contribution (KC) 
 Step 1 Step 2 R2=0.28 Result 
Age 0.05  0.61  0.04  0.54  
Education 0.06  0.74  0.07  0.69  
Gender 0.04  0.69  0.03  0.55  
Job position -0.04  -0.71  -0.06  -0.61  
Organization tenure 0.07  0.97  0.07  0.89  
 
JA2   -0.10 -0.79 (H6a is not supported since JA2AC is not significant) 
SV2   -0.03 -0.21 H6b is supported 
TF2   -0.08 -0.64 (H6c is not supported since TF
2AC 
is not significant) 
TI2   -0.05 -0.48 H6d is supported 
TS   0.06 0.83 H6e is supported 
Affective commitment 0.45 4.76*** 0.42 4.34***
 
H6 is supported 
*Significant at p<0.05, **p<0.01, ***p<0.001 
To assess whether affective commitment mediates the effects of the job characteristics, we calculated 
Sobel mediation test statistic and its variations (i.e., Aroian’s test statistic and Goodman’s test statistic) 
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(Edwards and Lambert 2007) for aspects of job characteristics that were found to have significant effect. 
A mediation relationship was considered significant if two or more of these test statistics were significant. 
The results in Table 6 show that the effects of all the significant job characteristics (i.e., skill variety, task 
identity, task significance) are mediated by affective commitment. 
Table 6. Tests of Mediation Effects 
Mediating Relationship Sobel Statistic Aroian Statistic Goodman Statistic Result 
SV2  AC  KC -2.30* -2.26* -2.35** Significantly mediated 
TI2  AC  KC -1.77* -1.73* -1.81* Significantly mediated 
TI  AC  KC 1.82* 1.78* 1.87* Significantly mediated 
* Test of mediation effect was not conducted for JA2 and TF2 since their effects on affective commitment were not 
significant. 
We then tested whether the significant job characteristics were fully mediated by affective commitment as 
hypothesized. As suggested by Baron and Kenny (1986), we regressed knowledge contribution on the job 
characteristics and affective commitment. None of the job characteristics had significant effect on 
knowledge contribution when affective commitment is controlled. This indicates that the effects of skill 
variety (H6b), task identity (H6d), and task significance (H6e) were fully mediated by affective 
commitment. 
Discussion 
In sum, the results of this study show that job design influences employees’ knowledge contribution to 
electronic repositories through shaping their affective commitment. We found that different job 
characteristics have different effects. For skill variety and task identity, increasing their levels initially 
improves affective commitment but their effects taper off at high levels. This is the first study to examine 
the curvilinear effects of these job characteristics in the context of knowledge contribution. The findings 
support Warr’s (1994) model where these job characteristics are proposed to have ∩-shaped curvilinear 
effects. Unlike skill variety and task identity, we found that task significance was positively related to 
affective commitment, even at every high level. This also supports Warr’s (1994) model and provides 
further evidence for the positive linear effect of task significance found in prior studies (e.g., Thatcher et 
al. 2002). Contrary to hypotheses, the curvilinear effects of job autonomy and task feedback were found to 
be not significant.  
Although the hypothesized curvilinear effect of job autonomy was not significant, it had a positive linear 
effect on employees’ affective commitment. This suggests that the lack of job autonomy is detrimental to 
employees’ affective commitment and increasing autonomy can improve the situation. More importantly, 
the effect of job autonomy does not turn negative when job autonomy is very high: employees working on 
high-autonomy jobs continue to develop positive affective commitment toward their organization, which 
in turn motivates them to contribute knowledge. We expected employees working on high-autonomy jobs 
to develop less favorable affective commitment because they are likely to experience more uncertainties 
and stress due to the need to make many decisions. However, it might be that autonomy itself provided 
opportunities for employees to reduce uncertainties by allowing them to schedule work such that more 
information can be gathered before making decisions. Further, learning in the process of information 
search may increase the perceived meaningfulness of their job and effectively offset negative sentiments 
associated with uncertainties. More qualitative studies are needed to gain a deeper understanding of the 
effects of autonomy on affective commitment. 
We found that the curvilinear effect of task feedback was not significant. Its linear effect was also not 
significant. These suggest that while task feedback may guide employees towards their goals (Humphrey 
et al. 2007), it neither increases nor decreases affective commitment. A possible reason for this 
unexpected finding may be that it is necessary to consider the valence of feedback. Recent studies have 
shown that positive and negative feedback have differential effects on affective commitment (e.g., 
Belschak and Den Hartog 2009). Positive feedback is likely to generate emotional comfort within 
employees which motivates attachment to an organization while negative feedback may create discomfort 
that induces avoidance (Maertz and Griffeth 2004). These two effects might have canceled each other out 
in our analysis where they were not distinguished, leading to the finding that task feedback has no 
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significant effect. Therefore, our findings may not necessarily refute those of prior studies (e.g., Norris-
Watts and Levy 2004). To better understand the true effect of task feedback, further studies need to 
conceptualize and measure positive and negative task feedback separately.  
Implications for Theory and Research 
This study advances theoretical development in knowledge management in general and knowledge 
contribution to electronic repositories in particular. The results show that different aspects of job design 
have different effects on employees’ knowledge contribution through shaping their affective commitment. 
Specifically, job autonomy and task significance have positive linear effects as suggested by the job design 
theory (Hackman and Oldham 1976). This provides additional empirical support for their effects found in 
prior studies. We also found that skill variety and task identity have ∩-shaped curvilinear effects as 
posited in Warr’s (1994) Vitamin Model. These suggest that future research need to account for the 
separate effects of various aspects of job design to avoid oversimplifying the phenomenon. Future 
research may also seek to identify the optimal mix of job characteristics that considers the curvilinear 
effects and synergy among job characteristics to maximize affective commitment and promote knowledge 
contribution. 
Prior studies have mostly focused on showing the motivating features of an enriched job design and 
neglected its negative impacts. The findings of this study show that beyond a certain level, skill variety and 
task identity can over stimulate employees and have detrimental impacts. Therefore, it is important for 
future research to look beyond strictly linear effects to better understand the effects of job design. 
This study is one of the first to empirically examine the effects of job design on knowledge contribution to 
electronic repositories. Based on the job design theory and Warr’s Vitamin Model, and prior research on 
organizational citizenship behavior, we have shown that affective commitment is the mechanism through 
which job design influences knowledge contribution. Without examining the mediating effect of affective 
commitment, the curvilinear effects of skill variety and task identity would have been masked. This study 
has thus provided subtle yet important theoretical understanding of the effects of job design. 
Implications for Practice 
Our findings suggest that increasing the levels of job autonomy and task significance can motivate 
employees to contribute knowledge to electronic repositories through improving their affective 
commitment. Job autonomy may manifest as work scheduling autonomy, work methods autonomy, and 
decision-making autonomy (Morgeson and Humphrey 2006). In practice, one way of increasing job 
autonomy is through the use of autonomous workgroups, where members are allowed to allocate work 
among themselves, organize schedules, address customer requirements, and recruit new members. Not 
only does working in such workgroups enhance employees’ job autonomy, they have also been found to 
lead to better coordination, more expertise, and increased innovation (Cohen et al. 1996). Job autonomy 
may also be increased through participative management, where employees are allowed to participate in 
decision making, goal setting, and the design of organizational change initiatives. Telecommunicating has 
also been shown to increase job autonomy as it requires employees to self regulate their work behavior 
(Raghuram et al. 2003). On the other hand, the use of employee monitoring through technologies such as 
card swipe systems, location sensing technologies, and camera should be limited.  
Task significance may be increased by clarifying employees’ individual contribution to moral ideals and 
higher-order goals such as department or organizational objectives. Managers may also provide more 
opportunities for employees to have direct contact with the (internal or external) beneficiaries of their 
work to better understand the impact of their work on others (Grant 2008) through organizing focus 
groups, public presentations, and other socializing events. 
We also found that skill variety and task identity have curvilinear effects on affective commitment. In 
other words, both very low and very high levels of skill variety and task identify have undesirable effects. 
This has important implications for practice, as employees working in jobs with high skill variety and task 
identity have the greatest potential to develop valuable know-how and gain extensive experience of the 
value-creation process. They therefore constitute the critical mass of knowledge contributors that would 
increase the usefulness of a knowledge repository and attract other users (Peddibhotla and Subramani 
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2007). Ironically, our findings suggest that this group may not contribute as much as the organization 
would have hoped. It is therefore important to manage the levels of skill variety and task identity as their 
marginal benefit decreases at high levels and may disappear at extreme levels. Managers may consider 
gathering employees’ opinions about the level of their job variety and task identity regularly and make 
adjustments accordingly. 
Limitations and Suggestions for Future Research 
This study has several limitations that should be taken into consideration when interpreting the findings. 
First, as mentioned earlier, we adopted the conceptualization of task feedback from Hackman and 
Oldham (1976) and did not distinguish between positive and negative task feedback. This might have 
hampered our ability to detect the effect of task feedback since positive task feedback is likely to increase 
affective commitment whereas negative feedback may have a negative impact (Maertz and Griffeth 2004). 
Future research should therefore conceptualize and measure them separately to better capture their 
differential effects. 
Second, it has been suggested that the distribution of a variable may influence the statistical power of 
detecting its curvilinear effect (McClelland and Judd 1993). The distribution with higher statistical power 
is one where one fourth of the observations are at either extreme of the variable and the remaining half of 
the observations is exactly halfway between those two extremes. In this study, data were collected in a 
survey and it was therefore not feasible to manipulate the distribution of the job characteristics that are 
hypothesized to have a curvilinear effect. As a result, weak curvilinear effects might have gone undetected. 
Nevertheless, this study provided some preliminary evidence that certain aspects of job design may have 
curvilinear rather than linear effect. Future studies may consider conducting experiments to further 
examine their effects in more controlled settings. However, it must be noted that over sampling extreme 
observations may produce an inflated estimate of the variance explained (r2). 
Third, Warr’s Vitamin Model focuses on the effects of job design and does not consider individual and 
social characteristics. Recent studies have found that individual characteristics in the Big Five personality 
framework such as consciousness, extraversion, and neuroticism interact with job design to influence 
organizational citizenship behavior (e.g., Raja and Johns 2010). This suggests that it may be fruitful to 
examine whether individual characteristics moderate the curvilinear effects of job design. Other work-
related individual characteristics such as locus of control and task self-efficacy found to have significant 
influence on affective commitment in a meta analysis (Meyer et al. 2002) may also provide new insights. 
Further, the proposed model may be extended by considering characteristics of the social realm such as 
employees’ social network structure and their embeddedness in a social network to improve the variance 
explained in knowledge contribution to electronic repositories. 
Fourth, our data were collected in a cross-sectional survey from a convenient sample. More studies using 
a longitudinal design to collect data from other samples and contexts are necessary to further validate our 
findings. 
Conclusion 
Motivating employees to contribute to electronic knowledge repositories has been a daunting challenge in 
knowledge management initiatives. In this study, we have shown that affective commitment is a 
significant factor motivating employees’ knowledge contribution to electronic repositories and it is shaped 
by the job characteristics of job autonomy, skill variety, task identity, and task significance. Most notably, 
we found that employees working in jobs with very high skill variety and task identity might develop less 
favorable affective commitment. If future research continues to observe curvilinear effects for these 
aspects of job design, managers will need to be mindful of the diminishing return from increasing their 
levels in job design in the promotion of knowledge contribution. 
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